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SAN -I BAN. PUENTO MOO 00936

August 12, 1971

Dr. Ram6n Mellado
Secretary of Education
Department of Education
Commonweath of Puerto Rico
Hato Rey, Puerto Rico

Dear Dr. Mellado:

We have completed unr :,Ludy on Administ-,-ntivJ Utility Analy is and

Pro gems or Vocational. Educe 1 Cur th,.I .)nal and Technical

rducaL'_oa the Depa':-,:menc eation. Th, is a summary of the

n'curr'end. ions included in the main body of the Report.

BACKGROUND

Presently, the Area of Vocational and Technical Education is headed

by Dra. Marta Socorro Lacot, Assistant Secretary of Vocational and Technical

Education. Educational services are of to young and adults in seven voca-

tional schools, eight high schools with vocational departments, two technological

institutes and 376 secondary schools with vocational programs. Basically, the

A.V.T.E.' is structured in eight programs managed by Program Directors and the

educational services are carried out at three levels: central, regional and

school districts.

The A.V.T.E. is facing a compound problem of having an increasing

student population and number of programs to implement with a limited budget at

its disposal. This situation necessitates a continuing effort at searching

alternative uses of its funds in an attempt to derive the most effective utili-

zation from the services it has at its disposal.
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Being aware of the continuous need to apply modern administrative

management techniques to cope with the expansion in the scope of the vocational

programs, the Department of Education decided to hire the services of Peat,

Iarwick, Mitchell & Co. t conduct an Administra i vc Utility Analysis of the

Area of Vocational and Technical Education.

OBJECTIVES

Thi:f principal of ectives of the Administro.Live Utility Analysis were

. IndicatiJ,71 areas a r tarti i.ve

pyr am Ld i

. Optimum utilization of available human resources.

. Identification of areas of activity duplication.

. Determination of new services and required personnel
to adequately administer those services.

. Improvement and acceleration of administrative pro-
cedures such as: purchasing, budgeting preparation
and Wring of personnel.

. Prov.:sion for more active participation in the
administn.ltion of the Program from the regional
and local levels.

SUZ'.111ARY OF' RECOMMENDATIONS

The recommendations set forth in this Report should be implemented

in light of the economic and budgetary conditions of the Program, federal funds

available and availability of personnel.

The following is a summary of our recommendations. The recommenda-

tions are classified according to the following groups:

a. Central and Program Level Organizational Structure

b. Regional Level Organizational Structure

c. Planning and Budgeting

d. Systems and Procedures



e. Personnel Evaluation and Policies

f. Salary Structure

g. Personnel. Requirements

h. .Coordination with other Government Agencies

i. Legislation

(a) Central and Program. Level
Orc,:int;-)nal Strnct,7re

1. Restructure Central Organization to provide the following central
level. positions:

Assistant Secretary of Vocational, and Technical
Education

Assistant to. the Assistant Secretary of
Vocational and Technical Education

. Executive Office consisting of:

Executive Assistant (1)

Assistant for Programs (1)

Head of Interagency Rolations and Promotion

Director of Instruction

Head of Administration

Mead of information System

. Head of Planning, Budgeting and Evaluation

Read of Vocational Research and Curriculum
Development

Head of Professional. Training

The Director and the five Office Heads will directly report to the

Assistant to the Assistant Secretary for Vocational. and Technical Ecicaton.

2. Establish an Executive Office attached to the Office of the

Assistant Secretary. The Executive Office should have the following members:

Executive Assistant

Assistant of Programs
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3. Establish an Office for Enteragency Relations and Promotion,
attached to the Office of the Assistant Secretary, with prime responsibility
for the improvement of communications and relations with government agencies,
the community and other institutions.

4. Distribute the present functions and responsibilities of the
Research Coordinating Unit among the following units of the proposed
organization:

Vocational Research and Curriculum Development Office

. Vocational Research

. Curriculum Development

Professional Training Office

. Coordination of Teacher Training

. Coordination of Researcher Training

Information Systems Office

. Compilation of Educational Statistics

. Dissemination of Research Information

. Maintenance of a Research Library

Vocational Guidance Program

. Follow-up of Vocational-Technical Graduates

5. A central clerical pool should be established under the supervision
of an experienced secretary and within the score of responsibilities of the
Office Services Unit. The pool should he formed by selecting a specified number
of secretarial personnel from the individual program units. The recommended
number to be selected from each program is specified in the body of the Report.

6. Organize ten program units beaded by Program Directors who report
directly to the Director of Instruction. The recommended program units are:

. Industrial Arts

. Health Occupations

. Vocational Industrial Education

. Technical Education

. Vocational Agriculture Education

. Home Economics Education

. Business Education

. Distribution and Marketing Education
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Vocational Guidance

. Special. Programs

The following recommendations are general guidelines which we propose,

based on the findings and conclusions with regard to the internal management

structure and operating methods of the individual vocational-technical programs.

These guidelines will provide a base for establishment of a Functional

organization structure for each vocational-technical program which in our

judgement is a prerequisite to the other steps which we consider essential to

improving the effectiveness of program administration.

The present and recommended or charts for the vocational

programs are included in the Appendix of this Study Summary.

Industrial. Arts

We recommend that the Industrial Arts Program he organized in two

major functional areas reporting to the Program Director. Each functional. area

should be placed under the responsibility of an Assistant Program Director - an

Assistant Director of Operations and an Assistant Director of Admintration.

The curriculum development and training function should he rem&. Jd to the Area

level units designated in our central level organization as responsible for

those functions.

The operating function within Industrial Arts should be further

divided into two groupings of the educational regions. Each of these groupings

would be placed under a General. Supervisor. The educational regions could be

grouped as follows:

General Supervisor A General Supervisor B

San Juan Ponce
Arecibo Humacao
Mayaguez Caguas
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The scope of our review did not cover the lower echelon positions

within this program; however, the observations made in our visits to the

regions and the interviews conducted at the central program Level indicate

that the present ratio of teachers to General Supervisors - over ' to 1

is too large. We recommend that the number of the regional personnel should

be increased by not less than six supervisors and five teacher coordinators.

The recommended distribution of supervisors and teacher coordinators by region

should be based on the number of teachers in the region.

The Assistant Director of Administration should be responsible for

the coordination of procurement, personnel appointments and physical plant.

It should also include assistance to the Program Director in development of

plans and budgets and in repo-aing of operations.

Occupations

At this time, the Health Occupations Subprogram is a part of a

larger program of Vocational Industrial Education together with Trades and

Industries (T. & T.), Manpower. Development and Training (M.D.T.A.), and Work

Incentives (W.I.H.) .

In the next section of this chapter, we recommend the separation of

T. & I., M.D.T.A., and W.I.N., from Health Occupations and the establishment

of a distinct program unit in which the three would fit.

Analyzing the present structure of Health Occupations in light of

current operating requirements and projected growth, we come to the conclusion

that some restructuring is necessary to strengthen the Program's functioning.

We recommend that Health Occupations be established as a separate

program with a Program Director reporting directly to the Director of

Inscruction.
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The Program Director, in addition to planning and budgeting respon-

sibilities as well as the preparation of reports operations, would have

responsibility for the cor:,:dination of all procurement functions within the

Hefilth Occupations Program. Personnel appointments and school and shop

facilities would also be under his responsibility.

The Assistant Director of Operations would be assisted by a

Supervisor in charge of school accreditation, rnd a Coordinator in charge of

Pharmacist's Assistants courses. He will also coordinate and plan operations

of the General Supervisor.

We recommend that a staff of General Supervisors be established to

carry out the actions generated by the Health Occupations Program. Initially,

we recommend that the Program be represented by three General. Supervisors, one

for every two regions. Therefore, a total of three permanent General

Supervisors positions should be recruited and assined to this program to

provide effective supervision of field operations.

Vocational 'Industrial Education
Trades and Industries ('I'. & I.)

Manpower. Development and Training (M.D.T.A.)
Work Incentives (W.T.N.)

After examining the individual scope of T. & I. , M.D.T.A: and W.I.N.

Subprograms and considering their present location within the organizational

structure, staffing at central level, projections for'enrolimen, number of

teachers for the next fiscal year and their intervolationships, we conclude

the following:

. The Subprograms should remain in the
organizational structure in which they form
part of Vocational Industrial Education.

. The relationships between the Subprograms is
significant and their relative location in an
organization should reflect this.
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We, therefore, recommend that a Program Unit be established in which

T. & I., M.D.T.A. and W.I.N. Subprograms arc grouped together under one

Program Director.

The Program Director will have two Subprogram Directors and an

Assistant Director reporting to him:

. Subprogram Director for T. & I.

. Subprogram Director for W.I.N. and N.D.T.A.

. Assistant Director of Administration

The Subprogram Director for T. & I. and the Subprogram Director

for W.I.N. and M.D.T.A. would have direct teponsibility for the operations

of their programs. Their inputs, ideas, plans and recommendations .,;hould be

implemented through the Vocational Industrial. Education Program Director and

their respective Asf;istant Directors of Operations.

The Subprogram Director of Trades and Industries will have three

Assistant Directors as follows:

. Assistant Director of Regular Programs

. Assistant Director of Special and Cooperative
Programs

. Assistant Director of Operations

'the Assistant Director, of Regular. Programs would have staff respon-

sibility for the implementation of the approved plans affecting the regular

program of instruction in T. & I. He would initiate acCons and lecommendations

related to this program area which would be implemented through the Assistant

Director of Operations.

lhe Assistant Director of Special and Cooperative Programs would

have responsibilities similar to those described above for the Special and

Cooperative Programs within T. & E.
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The Assistant Director of Operations is responsible for the field

operations of T. & I. lie has a staff of three. Area Supervisors wile Lu turn

work through the General Supervisors attached to the educational regions. Each

Area Supervisor will be responsible for two regions and will work directly with

the Assistant Regional Directors of Vocational-technical Education in matters

affecting T. & I.

Training and curriculum development activities should be removed to

the central level units responsible for those functions.

We believe that strengthening of the organizatienal structure at the

central program level in this case has to go hand-in-hand with strengthening

the supervisory effort at regional Levels. In our visits to the educational

regions, we observed the workload of the T. & T. supervisors and this further

strengthens our recommendations for increasing the number of regional

supervisors.

The following is our recommended level of General. Supervisors:

Piro Bused Present Increase

San Juan 4 2 2

Ponce 3 1 2

Mayaguez 3 1 2

Are 3 1 2

Caguas 2 1 1

Humacao 2 1 1

Total 17 7 10

The staffing level of Industrial Coordinators should remain constant.

These levels take into consideration the establishment of a regional

level Administrative Unit which would absorb a great part of the administration

and business management duties which currently are being accomplished by the

Regional General Supervisors.
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The rogram Director for. W.I.N. and M.D.T.A. will have two

Assistant root .As Follows:

. Assistant Director For Special Programs

. Assistant Director of Operations

The Assistant Director for Special. Programs will be assisted by two

Area Supervisors. These two Supervisors with offices at the central program

level will have responsibility for coordination with the Regional General.

Supervisors through the corresponding Assistant Regional. Directors for

Vocational and Technical Education.

All field operations concerning M.D.T.A. and W.T.M. S.bprograms will

be the responsibility of the Assistant Director of Operations. The Assistant

Director of Operations will direct the M.D.T.A. Subprogram and he will also

implement the recommendations of the Assistant Director for V.I.N.

We recommend that a staff of Regional General Supervisors be estab-

lished to carry out the actions generated by the central programs group.

Initially, we believe that the W.I.N. and M.D.T.A. Subprograms be represented

by one General Supervisor in each region with the exception of the San_Juan

Region which, due to the concentration of courses should have two. Therefore,

a total of seven General Supervisors should be recruited and assigned to those

Subprograms to provide effective supervision of field operations.

The Assistant Director of Administration will have responsibility

for matters concerning personnel, purchasing, facilities and for supportive

clerical and administrative services to the other members of the Central

Program Staff. He will also assist the Program Director in the development

of plans and budgets for the three Subprograms and for the entire Program

Unit.



Technical Education

The position of Program Director is vacant; the Director of

s acting as Program Director. Ideally, the candidate to fill

this position should have direct experience as Director of a Technological

Institute. We recommend to upgrade the salary level of this position to make

it attractive enough to be considered favorably by an Instieute Director.

The four-year plan calls for a sizeable increase of operations. The

number of teachers is planned to increase from 33 to 86 teachers in.1972, 93

in 1973 and 123 in 1974.

The recommended organization structure takes into consiaraton the

planned increase in operations. Tentative recommended target dates should be

adhered if the planned increase materializes.

Recommended target: dates are as follows:

. Arsistant Director of Administration 1971-72

. Assistant Director of 0pr:rations 197273

Vocational Aoriculture

We recommend that the organizational structure of the Vocational

Agriculture Program be modified to reflect: the criteria sot forth for the

development of the area level organizational structure.

The Program Director should have the follo.ding three Assistant

Directors reporting directly to him:

. Assistant Director of Administration.

. Assistant Director of Future Fanners of
America

. Assistant Director of Operations
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The Assistant Director of Administration should he responsible for

coordination of equipment purchases, personnel and school facilities. He

should be the cogram Director's principal nssistant in the development of

plans and budgets and in the preparation of reports of operations. We believe

that considering the projected level of program operations for the coming

fiscal year, it will not be necessary to add additional positions to the

administrative function of the Program.

The Assistant Director of Operations will oversee all field opera

Lions (including the specialized schools;) of the Program and closely follow up

the implementation of the approval plans. He will have four General

Supervisors to assist him in accomplishment of these functions.

The Supervisors will be assigned as follows:

. Adult Programs a staff advisory poHlion.
This supervisor will impic,ment his recommended
actions through the Assistant Director of
Operntions.

. Specialized Schools will be able to implement
actions directly.

. Region Grouping "A" responsible for field opera-
tions in the San Juan and Arecibo Regions.

. Region Grouping "13" responsible for field opera-
tions in the POI1CO, Mayaguez, Caguas and Humacao
Regions.

The establishment of no_ Administrative Units at regional level and

the introduction of an Assistant Regional Director of Vocationni-Technical

Education in each region will enable the present Regional. Supervisors to work

more effectively and to spend less time in administrative matters. Vor this

reason, and since the projected level of teachers for the next fiscal year is

equal to the current year, no additional reinforcement is needed in the number

of Regional Supervisors for this Program.

1



Home Economics Education

The Home Economics Education Program should be restructured organi-

zationally as follows:

The Director of the Program should have three Assistant Directors

reporting to her; an Assistant Directot of Administration, an Assistant Director

of Wage Earnings and Adult Home Making Programs, and an Assistant Director of

Operations.

The Assistant Director of Operations should be responsible for all

operational aspects of the Program in the field. Ho should have two General

Supervisors reporting Co him: each Supervisor will be responsible Eor three

educational regions - one should have responsibility for the San Juan, Mayaguez :

and Humacao Regions and the other should be responsible for the Ponce, Arecibo

and Caguas Regions.

The current organization shows specialization of supervision at

central leve L (regular program, adult. and "out'-of-school program") ; however, the

regional organization does not follow the pattern as relatively low enrollment

in the special group courses does not justify independent regional supervision.

We believe that in order to better coordinate the control of operations, the

supervision at central level should be unified under the Assistant Director of

Operations.

The Assistant Director. of Wage Earnings and AdUlt Home Making

Programs shOuld provide technical assistance to the Assistant Director of

Operations in the development, implementation and control of courses reaching

these special groups.

The Assistant Director of. Administration retains responsibility for

coordination of purchasing and personnel activities as well as assisting the

Program Director in planning and budgeting activities and in preparing reports

of operations.
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Training and curriculum development activities should be transferred

to the appropriate area level units charged with those re- ,nihi]it.;- wink: r

the recommended organization.

We recommend the reinforcement of the Regional General. Supervisors by

increasing the present number by six. All supervisors will be responsible for

operations of the regular and the special programs conducted by Home Economics

Education.

Business Education

The Business Education Program should reflect the organizational

philosophy expressed in the organization structure recommended- for the area-

level. Two major functions each bonged by an Assistant Director should

report directly to the Program Director - Operations and'Administration.

The Assistant Director of Operations should be responsible for all

operational aspects of the ?rogram in Lbe field. To properly distribute this

workload, we recommend that four positions be created.directly under him.

These positions would be manned by General Supervisors as follows:

. General Supervisor of Special Programs

. General Supervisor of Cooperative Programs

. General Supervisor of Regional Group A, which
includes the educational Regions of San Juan,
Arecibo and Mayaguez

. General Supervisor of Regional Group B, which
includes the educational. Regions of Ponce,
Humacao and Caguas

All currieulum and teaching materials development functions and the

related positions should be transferred to the proposed central level curricu-

lum group.

The present configuration of Regional Coordinators for special pro-

grams and of Regional Coordinators for cooperative programs - one Coordinator

per region - should be maintained. However, the staff of Regional General
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Supervisors For the regular progcam should be strengthened by adding one

General Supervisor for e3ch region.

The Assistant Director of Administration should have responsibility

for purchasing, per:;onne.l. and equipment in addition to assisting the Program

Director in the r:. ,:as of planning, budgeting and reporting of operations.

After examining ne fiscal projections for the next year, additional staff is

not necessary for the Assistant Director of Administration to accomplish his

functions effectively. We believe that the majority of problems that came up

in the past with ro,;ard to purchases an(.: appointments of personuel, will be

resolved at the re,, hal level the addition of the Assistant Regional

Director of Administ Tatior and his state.

Disti-f5ution and :Ini-eting
.:cation

The Di,itriboliou and Marketin?: clucation Pcoram does not have a

clearly defined organizat structure and assignment of functions. We

recommend that in order to achieve a better degree of operating effectiveness,

the Program should be restructur..A orgauiationally and functions should be

clearly defined and assign 2d.

The Director of the.Distribution and Marketing Education. Program

should have two positions reporting direetly to him - an Assistant Director

of Acl.inistration and an lssi stant Direc,.or of Operations. Considering the

present enrollment in the Prcgram, we roc, .mend that the position of Assistant

Director of Operations should not he estzt,blished at this time; however, we do

include it in the pL)posed orani;:ation :Ihirt as we believe that i t will be

necessary when the Pi ,gram acLievos a -...,01a1 enrollment of approximately 18,G00

students.



The Assistant Director of Administration 11 be responsi

,00rdination of purchases, personnel appoiutme , and for assisting the

Program Director in matters related to program planning, budgeting and prepa-

ration of reports of operations. Training and curriculum development functions

should be removed to the area-level units charged with those responsibilities.

The Assistant .Director. of Operations will be responsbile for all

matters related to field operations of the Program. He should have two Area

Supervisors reporting directly to him at central program level - one responsible

for the Sao Juan, Arecibo and Mayaguez Regions, the second one responsible for

the Ponce, Caguas and Humacao Regions.

The present Levels of staffing at regional level -.seven Coordinators

for Adult Programs and six General Supervisors -- appear adequate when the pro-

.' jections for program growth for the next Fiscal year are taken into consider:a-

1

Lion. We recommend, however, that an additional position of Coordinator for

Adult Programs be established when total enrollment For this category reaches

9,000.

Vocational. Guidance

The organization structure of this Program is product oriented. The

structure apparently evolved gradually as new programs ware implemented or the

need for a specific activity became apparent. The result is a product oriented

organization structure in which similar tasks should be grouped in a more

effective way. We recommend to reorganize this Program in four main areas

following the recommended organizational structure guidelines for the central

and regional levels. The program should be structured around the following four

areas:
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1. Administration

An Assistant Director of Administration should head this area with.

the following responsibilities: purchase coordination, personnel appointments,

budgeting, planning and monthly reports of operations.

2. Opc!rations

An Assistant Director of Operations should head this area with

operational responsibilities on all the programs. This organization is in line

with the lack of specialization of the Regional General Supervisors. Reporting

to the Assistant Director of Operations there will be two Area Supervisors with

comhinod operational responsibilities over the vocational counselors for

elemental, rural areas and vocational schools.

3. Technical Unit

This unit will act as support or service unit to the operational

group. It will be responsible mainly for the preparation of guidance films

and class materials.

At the regional level, currently, a total of seven Regional General

Supervisors cover approximately 408 secondary schools and nine elementary

schools. We recommend to hire six additional Regional General Supervisors to

bring the supervision of these guidance counselors within a more manageable

ratio.

4. Follow-up__________

An Assistant Director for Follow-up should be responsible for the

administration of the Follow-up Program. A minimum Follow-up Program should

include the follow-up study of graduates each year for three years after



graduation and every five years thereafter. The Follow-up Program should

provide data related to each individual's employment and status and an evalua-

tion of the Vocational and Technical Education Program.

Neighborhood Youth
Corps

The Neighborhood Youth Corps Program has unique characteristics

inherent to the kind of services offered to the students. The main function

of the Program is to motivate and help retain the students in school through

financial assistance, in the form of job opportunities.

The benefits derived from the services provided by this Program

are directed to the general student body rather than to the students enrolled

in vocational and technical education. The general nature of the Program im-

plies the need to revise its organizational location in the Area of Vocational

and Technical Education. After analyzing the present structure of Neighborhood

Youth Corps Program, its operational characteristics and most of all the nature

of the Program, we recommend that the Program be taken out of the Area of

Vocational and Technical Education. We suggest locating the Neighborhood Youth

Corps Program with the Scholarships Program of the Department of Education.

Special Programs

The Special Programs Unit will receive additional work inputs as a

result of the expansion of its services to cover exemplary projects started

through other laws.

We believe that in order to accommodate this additional workload and

to provide a sustained level of operating effectiveness, an additional position

should be created at the Assistant Director's level.
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The recommended organizational structure for this Unit is composed

of the following positions:

. Program Director

. Assistant Program Director Projects for
Disadvantaged

. Assistant Program Director Projects For
ilandicapped

. Assistant Program Director Exemplary Projects

(b) Regional Level Organizational
Structure

1. Restructure the Regional Organization to incorporate the following
executive positions:

. Assistant Regiona1 Director of Vocational-
Technical Education

. Assistant Regional Director of Administration

. Coordinator for Community Relations and
Promotion

2. Provide the following clerical positions at the regional. level:

. Budget and Statistics Technician

. Coordinator for Purchasing, Maintenance and
Contractual Services

. Coordinator for Office Services and Personnel

The Coordinator for Office Services aad Personnel should have direct

supervision over the secretarial pool.

3. Increase the number of Area General Supervisors for Vocational
Programs by five supervisors. Specific increases by program are included in
Chapter XI Budget Requirements.

4. Increase the number of General Supervisors for Vocational Programs
at regional level by 44 supervisors. Specific increases by program are in-
cluded in Chapter XI Budget Requirements.

5. Increase the number of Coordinators for Vocational Programs at
regional level by six coordinators. Specific increases by program are included
in Chapter XI - Budget Requirements.
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6. Restrict the use of professional and administrative transitory
positions at central and regional level to those positions which will not be
permanently required. Create regular positions for personnel needs which have
been identified as continuing.

7. Further studies should be conducted to determine the feasibility
of establishing multi-program training for Regional General Supervisors with
the purpose of qualifying supervisors in two or more Vocational-Technical
Programs, If this cross-training can be achieved, it will result in improved
utilization of Regional Supervisors since in a single visit to a school they
could evaluate the progress of several programs.

(c) Plannini! and Budgetiri,

1. We recommend that the preparation of progress reports of different
programs be removed from under the responsibility of the Planning and
Educational Development Unit. Each Program Director should prepare a monthly
report of operations.

2. The responsibility and the roles of the various parties involved
in the preparation of the budget should be stated more clearly.

3. Budget procedures should provide more participation to Regional.
Directors and General. Supervisors and include their inputs about regional. needs.

4. The budget format should be expanded to include a manning table or
other device indicating the number of budgeting positions for each

salary account.

5, A sysLematic review process should be established dlrough which
each reserve and expenditure item in the budget is analyzed and adjusted to
acknowledge changes in federal grants.

6. The A.V.T.E. should develop an integrated Planning and Budgeting
System based upon clearly stated goals and objectives. The elements of a well-
developed, properly integrated Planning and Budgeting System are included in
the body of the Report under Planning and Budgeting System, Appendix A.

7. The A.V.T.E. should request to the Bureau of the Budget to con-
sider the incorporation of fixed operational expenses into Lhe state budget to
avoid the possibility of eliminating a program due to lack of federal funds.

(d) Systems and Procedures

1. Purchasing procedures should be reviewed to speed up the
purchasing-to-delivery cycle. We recommend to reduce the number of approval. :;

and to decentralize Lhe purchases at the regional and school district levels.

2. A Systems and Procedures Unit should be established in the central
organization structure under. the Head of Information Systems. This unit

will be responsible for the control of forms within A.V.T.E. and will establish
proper coordination with the Planning Division of the Department of Education.



3. Model proposals and lists should be developed to simplify
the proposal preparation procodf,., nd to reduce the Lime and number of
executives involved in its rr

4. Modify the pros, . ;stem of approvals For porsonnel appointments
by establishing lower approving levels. the proposed system is shown i.n the

body of the Report under the Personnel Section -f thc Systems and Procedures
Chapter. The proposed approval system will simplify the appointment process,
reduce its cycle Lime, and improve feedback of information.

5. Review the system of payments Lo part-Lime teachers eliminating
approvals not required for fiscal control and ...treamlining the Feedback of
infoiffation to allow prompt correction of-errors and minimize the delay in
processing.

6. A Policy and Procedures Manual for A.V.T.E. shonld be developed
to better guide operating personnel in the accomplishment of their tasks.

7. The present practice of sendi.!:g internal. corresnondeuce through
all levels of supervision until it rua..:hes Lhe intended rf:cipient f_ihould be
changed. Communications should be sent dfrectly to tie intended receiver
with information copies to Lhe mana:;e.0t levels.

8. A preregistration program ror voc::t! !,,fihn c:ll. courses should
be established to insure better plancin:J. and cc:arf, :fliort'.Hiou coverage For
potential students. The cactvieuts of the prop;; ()Ft astern are
included in the body of the !Report.

(a) Personnel. Evaluation and
Policies

1. Requirements for education:A work experience in a vocatioaal area
should be discontinued foe administrative positions not directly related La the
teaching or immediate supervision of the programs.

2. Continued attention should be given to "professional leave to
study with salary." The possibility of increasing the number of this type of
leaves should be considered.

3. Leaves and promotions affecting personnel assigned to special
projects should be carefully scheduled so as to minimize impact on the Project.

4. A.V.T.E. should establish its own training programs to supplement
the present training programs (Professional Leave to Study with Salary, and
Summer School) . A Professional Training Office should be created to organize
pre-service, in-service and continuing education training programs.

5. A formal written personnel evaluation procedure should be
developed and implemented in Lhe A.V.T.E.



(f) Salary Structure

A.V.T.E. should develop a new salary !male which will enable Lt to

successfully compete with other government agencies, business, and univer-

sities in attracting and retaining qualified managerial and administrative

personnel.

Considerations which should be taken into account in the development

of a revised salary scale aro included under. Chapter IX - Salary Structure.

(g) Personnel. Requirements

Staffing levels at the central and regional levels should be revised

in accordance with the recommendations listed in Hie Personnel. Requirements

Chapter of the Report.

A comparison with the present staffing levels indicating the net

increase or decrease of porsonael in each position in included in Chapter

Budget Requirements.

1
(11) Coordination with other.

Government Agencies

1. An in-depth study of the needs, present facilities, binding con-
tracts and future expectations of education in health-related occupations as
offered by the Department of Health and the Department of Education should be
conducted.

This study should focus on strengthening the coordination of re-

sources of both Departments for training personnel in health-related

occupations.

2. A.V.T.E. should investigate and analyze the objectives of the
Vocational Agriculture Program as related to those of the other government
agencies involved in this Area.

This study should consider the possibility of coordinating efforts

and resources which could effectively fulfill the needs of the agricultural



(0 Legislation

1. The possibility of providing financial aid to students puruing
regular vocational-technical courses should be investigated.

2. The salary scale of the Area of Vocational and Technical Education
should be reviewed.

We were most pleased to be able to participate in this important

project, and enjoyed our association and the cooperation received from your

management personnel during the study.

Yours truly,

ti

I
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